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Context

The Safety Letter Box Company Ltd (herein referred to as SLB) is an established award-winning British manufacturer. 
They have just celebrated 37 years in business, designing, manufacturing, and supplying mailboxes and parcel boxes from the UK factory in South Wales. 
Employing over sixty employees, they are innovative and creative and have a well-deserved reputation for outstanding customer service, firmly putting customers first and operating in a safe and continuous improvement environment.
They’ve achieved remarkable things over the last 37 years, working with some of the world’s best architects and organisations on so many world class projects. Now, as they form part of the wider internationally respected RENZ a leading manufacturer, new products and new markets are emerging and they are going through significant changes in strategic direction. With strong leadership from the CEO, the company has always put the employees at the SLB front and centre with successful strategies implemented to survive covid. As an SME with family values, the SLB needs to consider how the culture of the company aligns with the overall organisational strategy to allow them to successfully recruit, retain and provide ongoing training to ensure their people are aligned to their goals, mission, and ambitions strategy. 

 
 

What is Culture?

“Cultural differences are a nuisance at best and often a disaster.”
Geert Hofstede

There is no one universal definition of organisational culture but it is agreed that it is centred around mutual beliefs, thoughts, behaviours, values and a 'feeling' within the business that can influence performance  (Schein, 2004) (O'REILLY, et al., 1991) (Denison, 1990) (Balogun & Johnson, 2004)

Ubiquitous in nature, It is not an exact science, (Fey & Denison, 2003) highlight how it can be hard to measure but is invaluable and must be recognized and managed to enable the success of the business (CIPD, 2016)
At its heart, core values that you commit to as a business that need to be well communicated, consistent and respected which are positive, aligned and linked to continuous improvement (Manion & Davies, 2018)There is a focus on softer, less visible aspects of the organisation. It takes time, resources and ongoing development but the long term rewards are highlighted in increased output and performance (Oelschlegel & Thomas, 2016)
It is a holistic approach, sharing attitudes, recognising the company's people and behaviours, ensuring they line up with the mission statements and values. Creating culture is not just a tick box exercise, it is the reformation of the business alongside corporate governance, regulations, and industry standards, weaving ethical practices into the organisation (Donovan, 2013) (CIPD, 2022) (PWC, 2018 )
(Calori & Sarnin, 1991) (Jofreh & Masoumi, 2013) agree that Companies need to create the best environment possible for people to perform in alignment with the strategy, creating open forums and trust for employees to have a voice in the business and a 2 way channel of communication (CIPD, 2022) (Dewhurst & Fitzpatrick, 2019)to exchange ideas, opinions and feedback. When trust breaks down, wellbeing and performance suffer and staff turnover and reputation become an issue in a misaligned corporate culture (CIPD, 2016)
 
Integrity, authenticity and inclusivity are key to a positive culture, designing jobs that are stimulating , motivational and engaging at all levels in the workforce. Companies will find it very difficult to deliver their strategic goals if they have not espoused an unequivocal corporate culture (Engel, 2018)
A strong, agile, well trained engaged leadership team will embed the desired culture, and measure its success through employee experience feedback. (CIPD, 2022)
 
Developing and embedding your mission statement, values, ethics and environment of the company will enable you to recruit people with similar attitudes and behaviours, reinforce those behaviours through training and recognise and reward people who are thriving in your company, promoting your corporate values, to internal and external stakeholders. (Atanacio, 2022) (Anderson, 2017) (Bazerman, 2020)
Failure to develop, implement and embed a positive culture into the company can prove its undoing in the long term.  (Harrison, 2018) (Uslu, 2019)


Use at least one model to critically analyse cultural and organisational behaviour based on your organisation

The cultural and organisational behaviour of a company has been stated to be critical to the future success of the company. (Yilmaz & Ergun, 2008) (PwC, 2021) (Atanacio, 2022)
There is no universally accepted instrument to measure culture, but  there are a variety of models developed by the likes of (Hofstede, 1981),  (O'REILLY, et al., 1991) (Denison, 1990),  (Schein, 2004) that assess culture in terms of underlying traits and how employees identify with an organisation. 
 (Kotter & Heskett, 1992)  (Schein, 2004)and (Denison, 1990) laid bare that no two organisations will have exactly the same culture and that the organisation will itself have subcultures, linked to different management styles, which may work in harmony or in conflict.
In applying a corporate culture framework to the SLB, we are looking to better define and embed the culture in a meaningful way, making it actionable for the team. With an influx of recruitment at the SLB, giving meaning to the culture is high priority (CIPD, 2022) (PWC, 2023)
It gives us a clearer understanding of what the culture currently is at the SLB and defines a strategy for embedding the values of the SLB and communicating that to the team.
 
Schein (1985) identifies “values, beliefs, and attitudes” with an added assumption that if the leaders aren’t manging their culture, the culture will manage them (Schein, 2004) (CIPD, 2022)
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Fig 1 (Schein, 2004)
 
· Artifacts - The visible structures and processes
· Espoused Values -The strategies and goals endorsed by the SLB (Fig2.)
· Basic underlying assumptions - The unconscious beliefs that people hold in the organisation (Schein, 2004)
· Artifacts - the visible structures and processes, the office space, the way the team dress, the welcome at the office, the marketing, the social media are all aligned.
· Values -If we look closely at the mission statement and core values of the SLB, at the heart of it is their want to maintain and grow and stay at the top of their industry and the team will always strive to achieve excellence in all areas of business, operating in a continuous improvement environment, they reflect back to the values, that they are proud in their beliefs, that they are important to them and help them connect to the desired outcomes working together as a team (SLB, 2022).There is an emphasis on a 'family' having just celebrated 36 years in business, with training in mental health and wellbeing high on the list of priorities. (SLB, 2022)
· The basic underlying assumptions, 
There are issues with staff recruitment and retention, not across the board but in certain teams, this can suggest that there is a subculture, but we also need to address the job design, onboarding, and leadership and how that they connect to the values (Erez, 2010) (Kappel, 2018) (Hewett, 2021). We need to also look at aligning the culture in the office and the factory, the company has gone through a lot of change and culture must be continually assessed. (Balogun & Johnson, 2004) (Perkins, 2019)
By looking at this model and delving into the practices and processes at the SLB we can see that the espoused values and basic underlying assumptions are not aligned. (Schein, 2004) (CIPD, 2022) (PWC, 2018 ) (CIPD, 2022) (SLB, 2022) (SLB, 2023)
Denison's model is consistent with Schein's that culture develops whilst an organisation learns to navigate internal and external factors (Schein, 2004)
The Denison Model links organizational culture to performance measurements such as Growth of client base and conversion, Return on Equity (ROE), Return on Investment (ROI), Customer Satisfaction, Innovation, Employee Satisfaction, Quality and more, these are crucial factors to the SLB. Organizations that have a strong focus on their client base often have paradoxes between their external focus and their internal culture (Spreitzer, 1991) (CIPD, 2020)
 
At the centre of the Denison model are the "Beliefs and Assumptions” of the organisation identifying four ‘key traits’ that an organization should use as the essence of their strategy to address culture.
(Denison, 2021) (Dennison, 1990)
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     Fig 2. (Denison , 2022)
The four traits of the Denison Model (Kokina & Ostrovska, 2013) (Bremer, 2017) (Denison, 2021)

	MISSION
	Do we know where we are going?

	ADAPTABILITY
	Are we responding to the marketplace/ external environment? 


	INVOLVEMENT
	Are our people aligned and engaged?

	CONSISTENCY
	Do we have the values, systems and processes in place?



The model provides you with a common language and the ability to discuss culture in a meaningful way, measuring your cultural strengths and weaknesses against other companies to maximise your delivery to your stakeholder
You must be careful of Analysis by paralysis (Kane, 2021) and prioritising the importance of the results and getting a rounded opinion from staff members not just the CEO.
 
The reliance on this study as a strategy is becoming more widespread among researchers (Kotrba, et al., 2012)







Review at least one model or theory on human behaviour common to your organisation

The SLB is an SME going through a significant period of change, at the forefront of new markets and innovative product design, with strong leadership from the top, the CEO needs a network of strong supportive leadership throughout the team with a people focused leadership style. Currently the business does not have an internal HRM.
 Ewen, Wihler, Blickle, Oerder, Ellen, Douglas, & Ferris, (Uslu, 2019) all pose the question what makes a great leader? They go on to say that is a combination of a broad range of skills, attitudes and capability that are key, but importantly it's their behaviours that enable them to navigate challenging environments (Linda A, et al., 2022) instilling beliefs in their teams and their behaviour will be imitated (Hayek, 2018)
Importantly for the future of the SLB this behaviour can be learnt, and people can be trained to be effective leaders known as behavioural theories (Goff, 2003)
Behavioural theories explain categories of behaviour around production v's people and help to highlight the direction leaders can take leading to improved performance. (Uslu, 2019) (Anderson, 2017)
The behavioural theory has many advantages to the SLB if we look at how most people in the company have acquired manager status. From production to design to sales, they have been promoted to these roles following success in a particular part of their role, hitting sales targets, great relationships with clients, longevity of service - they have not received the adequate training for the leadership area of their leadership role, some are natural leaders (CIPD, 2022)  but as highlighted by the Learning and skills at work survey (CIPD, 2021) there is  a lack of awareness of skills gaps in companies, financial shortages to fund training, or managers are not released for training because they are too busy in their role. This becomes a vicious circle, that has been highlighted in the sales team at SLB, where staff are leaving because they don't feel supported, because their manager is too busy doing other things, then they leave, the pressure mounts again on lone individuals and the cycle starts again, it will never break without adequate training with a focus on employee engagement (Zhang, et al., 2023)
The theory has its criticisms, it doesn't take different situations into context and that it's two dimensional approach can be rigid and is not as adaptive as say contingency theories (Harrison, 2018) (Uslu, 2019)
When it comes to the clients they are aligned but there are issues with the internal people management which in turn will have a negative effect on their relationships with their clients (Orells, 2023). There is no on perfect leadership style and there is no common theme at the SLB - however the SLB does need to establish its culture and the behaviours so the leadership team can understand what is expected and the anticipated outcomes are aligned to the strategy of the business.

Critically evaluate the extent to which organisational factors may currently be affecting Employee Engagement
The great resignation, highlighted in PWC’s Global workforce hopes and fears survey  (PWC, 2022) showed that employers need to regularly check in on our teams and not assume that they are engaged. Regular check ins are key, don't be fooled by short bursts of motivation, this does not always highlight long term engagement.(“Carrots and Sticks don’t work“, (Kruse, 2017)
THE SLB needs to address the effort they put into sustaining employee engagement that aligns with the company's overall strategy.  (Huang, et al., 2022) (Kruyen & Vries, 2019) make the link between Employee Engagement and the increased performance of a company, through retention, productivity, safety, and profitability. The culture of the company and employee engagement work hand in hand, how things work in the company to the way employees 'feel' about how things work in the company (HR News, 2022)  taking a proactive approach to both elements with the strategy will yield significant change (Patrick & Bhat, 2014) employees who are engaged with their work as well as with the organization, are the ones who promote the organisation amongst all stakeholders and align with the positive behaviours of the company. According to Gallup’s latest State of the Global Workplace Report (Gallup, 2022), only 21% of employees are engaged at work.
But what do we mean by engagement? How do we measure it? What behaviours are our workforce showing? (CIPD, 2021) these questions highlight that companies have put a huge emphasis on discussing Employee Engagement, but not everyone defines it or measures it in the same way. (Gallup, 2022) suggests that there are three stages of employee engagement.
 
	Engaged
	needs are met, they have chance to contribute, sense of belonging, L&D opportunities

	Not engaged  
	putting time in but not energy or passion

	Actively disengaged
	resentful, undermine what co-workers accomplish



Engagement can be affected by 'climate' factors, such as leadership, office moves, or a challenging projects and can change from week to week (Bedwell, 2019).
It has such a critical effect on business outcomes that you need to understand what it means (Vilhevac, et al., 2012) highlight that the factors that motivate and engage employees is subjective. However there are collective universal reasons that employees state as their main reason for their lack of engagement
· Ineffectual management
· Lack of work/life balance
· Lack of alignment between employees’ skills and job function
· No recognition for accomplishment (Bedwell, 2019) (PWC, 2022)
 
If we look at these factors the work/life balance does not seem to be problematic at the SLB - staff are happy that the job does not blur into their homelife. (SLB, 2023)
 
The other 3 factors seem more complex and have been displayed through staff turnover (in certain departments), surveys and feedback (SLB, 2023)
 
There is a strong link between effective leadership and its effect on employee engagement (CIPD, 2022) (Rains, 2020) (Bazerman, 2020) the senior managers at the SLB need to establish behaviours to ensure there are listening to and observing their teams. It is essential that employees feel that they have a voice in the business, it directly impacts their motivation and engagement (Morrison, 2014). The increased staff turnover in certain teams is highlighting that there is lack of consistency in the process from interview to induction to embedding people into the teams and supporting them through their journey, recent resignations have come as a 'surprise' which highlights further that there is work to be done.  (Seijts & Crim, 2006) referred to:
· Connect
· Career
· Clarity
· Convey
· Congratulate
· Contribute
· Control
· Collaborate
· Credibility
· Confidence 

as the Ten Cs to support leaders in strengthening employee engagement (FCMI, 2021).

This strategy can help managers reshape the employee experience. Making jobs fulfilling, being empathetic encouraging behaviours and actions to show how they 'belong' in the company and why their work matters (MacLeod & Clarke, 2009) (Hartley, 2021).
This can work at all levels within the workforce helping managers to connect with the individuals in their teams, looking at them as a person not just a worker. According to the CIPD wellbeing report (CIPD, 2022) a focus on employee engagement can have a significant impact on absenteeism, presenteeism and the phenomenon of quiet quitting, which have a huge impact on the bottom line of the company and ultimately leading to resignations without intervention (Harter, 2022) (Batt, et al., 2016).



Critically evaluate the organisational benefits of positive culture, including improved wellbeing
 
Max Weber(1864–1920) coined the term 'Iron Cage' to describe what he saw as the 'inexorable disappearance of our will and autonomy to the blind career of the machine ' (Fraser, 2015) (Whitworth, 2022) (Taylor & Perkins, 2021) there is a need to ensure employees needs are met with more than just a pay cheque.
 
The organisations strong beliefs it will be reflected in the employees own behaviour and how they feel about the company. Feeling more connected to their role has a direct effect on their health and wellbeing (Everymind at work, 2020) (Purcell, 2019) (Albrecht, 2021).
 
Much research has found the link to positive experiences in the workplace and enhanced performance combined with stronger levels of commitment (Jeremy Sutton, 2016) (Robertson-Smith & Markwick, 2009) (CIPD, 2021)
 
Luthans and Yousef 2009 (Luthans & Carolyn M, 2017) looked at positive organisational behaviour surmised as hope, efficacy, resilience and optimism (HERO) linked to Albert Banduras work, organisation culture itself that is the source of this positivity and links directly to productivity. 
The way in which positive culture aligns a worker’s strengths and emotional commitments with that of their organisation is therefore of interest and requires positive leadership and HRM to ensure its success. The Gallup report 2022 (Gallup, 2022) highlights from a people management perspective, the amount of time we spend at work has a direct correlation with our identity. The work life balance can be blurred, and the workers individual personal needs are not met (Ulrich & Ulrich, 2012) (Wood, et al., 2020).
 
(Dodge, et al., 2012) all agree that while appealing, wellbeing is notoriously difficult to determine, and can be interpreted by people in different ways. Whilst being a 'Happy, productive worker' as defined by Christensen (Christensen, 2017) (Peiró, et al., 2019) increases productivity, resilience and enhances employee engagement, we must be careful how the initiatives are framed and measured and that they are weaved through the culture driven by HR and leadership teams (CIPD, 2022) (Parsons, 2021).
Ensuring we know what we want to achieve through wellbeing, outlining the objectives -increased productivity, less sickness, how this impacts the bottom line of the business and not just a tick box exercise is key to the initiatives success (CIPD, 2022) (Cooper & Hesketh, 2019) (CIPD, 2016).
A staff survey of the SLB team would be key for research purposes which is planned for 2023. The available data around attrition rates and absence reports suggests there are absenteeism and issues within certain teams within the business (SLB, 2023). This would need further investigation during appraisals and 1-2-1's.
The SLB is relying on a leadership team where people management is not at the core of their priorities, a culture of promoting because of other achievements and longevity of service has been created.  In the CIPD 2022 Health and wellbeing at work survey, (CIPD; Simply Health, 2022) around a quarter (26%) of respondents blamed management style for work-related stress, emphasising that this is a key aspect of the culture improvement in the business. The business is also devoid of a strong HR professional to support the CEO. General Casey speaks about VUCA situations which are volatile, uncertain, complex, and ambiguous and how they pose a threat to wellbeing (Çiçeklioğlu, 2020) (JR, 2014).
The CEO is driving this initiative alone and has made excellent commitments with staff mental health training and has signed the  'time to change Wales to step up and tackle mental health stigma and discrimination' (Orells, 2023) (Time to change Wales, 2022).
(Adams, 2019) and  (Baptiste, 2008) discuss the importance of wellbeing upon a positive culture and therefore enhanced business performance, by investing in and supporting staff  to prevent burnout through strong leadership (Moss, 2020) (Byham, 2021).
When the CIPD conducted their health and wellbeing at work survey in 2022 (CIPD; Simply Health, 2022) the benefits outlined were:
· A healthier and more inclusive workforce
· Better work life balance
· Better employee morale and engagement

The Boorman 2009 review (Boorman, 2009) also highlighted that improved wellbeing improved attrition rates, presenteeism and increased efficiency  (British Medical Association, 2018) (Sears, et al., 2013).
A positive culture alone cannot be relied upon to develop wellbeing in an organisation although it goes a long way to helping.
Organisations need to think about the whole person not just the worker (Gallup, 2022) (Woolworth, 2019).

Conclusion

The ultimate goal for organisations is to have the right employees who are motivated by the right culture (McGregor & Doshi, 2015) (Kohll, 2018) (CIPD, 2021)
It is the gaps that are created between the culture of the organisation and the culture the employee expects where employee engagement becomes an issue. Alignment of culture and engagement and how they form your strategy is essential for organisation success (Dennison, 1990) (PWC, 2018 ).
The SLB, a successful SME is going through a period of enormous, exciting change, new markets are appearing to their innovative products and a strong leadership team is needed below the CEO, to effectively manage the people who are central to the SLB's growth strategy and expressed by its mission statement and core values. 
Following an interview conducted with the CEO (Orells, 2023) it was highlighted that her ideal team would be engaged, values led, working together to achieve a common goal and were happy and motivated. There is so much 'good work' being done at the SLB, but there are concerns from the CEO around resistance to change and the leadership team surrounding people management. The CEO would like to see their outstanding customer service being replicated with the internal team, allowing the CEO to work on strategy confident that her senior management are looking after their 'family’ promoting company performance (Jamrog & Overholt, 2004).
 
 
Recommendations - 
 
· To employ an experienced HRM or outsource to develop a structured HR function in the business, to progress the companies' culture and employee engagement with a people centred and commercial approach. Company Exercise based on the Denison Model.
 
· To provide the senior management team with training around wellbeing, employee engagement, developing their softer skills and prioritising this as they would with technical knowledge surrounding a new product.
 
· A focus on 'job design' - what do you really want your people to be doing in their roles, looking at performance, giving them the confidence to know what is required.
 
· Establish a full company and role induction, this will be aligned with the culture. Setting out the behaviours that are expected of them, aligning this to the company's internal policies and ensuring they feel like they 'belong' from day one.
       
· Breathe HR software is currently in the business but is not being utilised to full effect. Technology is a critical tool when allowing managers to develop wellbeing, engagement etc. This system would track absence from the business and pick up on any patterns. Data is a valuable commodity when approaching conversations with people.
 
· Senior management team to conduct appraisals and regular 1-2-1's and to be recorded on the Breathe HR software. Communication and observation are the key to getting the best out of your employees.


Thank you, Edgar Schein, – March 5 1928 – January 26 2023
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